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1. Purpose. To formulate policy in devel oping, creating, and
adm nistering an effective Position Mnagenent Program for the
NVRCD i n accordance with references (a) through (c).

2. Discussion. It is has |long been nanagenent’'s responsibility to
institute neasures to insure that optimum econony, productivity and
command support in ternms of staffing, proper grade classification,
and adequate grade reviews are acconplished at reasonable
i ntervals. The norale and retention factors associated wth
continuity of staffs depend on actions taken by nanagenment to
protect and fairly assess the organizational effectiveness through
a systematic review process.

3. Definitions.

a. "Position Managenent" as wused in this instruction is
defined as the organi zation of tasks into position structures, the
assi gnnment of duties, and responsibilities to positions, and the
periodic review and eval uati on of the need for positions.

b. "Positions" as used in this instruction nmeans all civilian
positions and all mlitary billets in integrated civilian-mlitary
organi zations within the NVRCD comand.

4. ojectives. The objectives to be achieved by an effective
posi ti on managenent program are:

a. Achievenent of proper balance anong skills utilization
retention of personnel, enployee notivation, and work place
efficiency.

b. Integrate the nmanagenent of mlitary and civilian personne
resources as a means to pronote teammork in m ssion acconplishnent.

c. Ensure all nanagers, down to and including first line
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supervi sors, are aware that position nmanagenent is a responsibility
t hat cannot be del egated or avoi ded.

5. Positi on Managenent Responsibilities.

a. Super vi sor.

(1) I'n conjunction with the yearly manpower reviews of
Position/Job Descriptions, review both mlitary and civilian
positions assigned to the division to determne if:

(a) Each position perforns an essential function and is
necessary.

(b) New technol ogi cal advancenents have occurred during
the year that, if introduced into established work procedures,
woul d permt savings in personnel, time, or resources; provide nore
chal | engi ng work assignnents; and/or require changes in the skills
necessary to conpl ete assi gned tasks.

(c) Reassignnent of tasks to subordi nates woul d create
nore chal l engi ng jobs that woul d provide better career progression
and enhance mlitary/civilian personnel retention.

(d) The duties of each position are assigned to the
proper type of personnel (i.e., officer, enlisted, or civilian).

(2) Each tinme a position becones vacant determne if:

(a) Guvilian - the position has a higher than nornma
turnover rate that can be reduced by redesign of the position.

(b) Mlitary - the NOBC/NEC and rank remain
appropri ate.

(3) Submt recommended actions to the Position Managenent
Committee for review

(4) Supervisors and nmanagers with significant position
managenent responsibilities nust be evaluated annually for position
managenent effectiveness. This requirenment nmay be met by inclusion
of an element in an officially established performance eval uation
system (e.g. Merit Pay Systen) that specifically neasures
performance in the managenent of human resources or by conbining
this requirement with an overall supervisory objective. Thi s
requi renent applies to both mlitary and civilian supervisors.

b. Positi on Managenent Committ ee.

(1) The Position Managenent Conposition will be nade up of
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t he foll ow ng:

(a) Admi nistrative Oficer - Chai r man

(b) Senior Scientist - Menber

(c) Fiscal Oficer - Menber

(d) Departnent Head (1) - Menber

(e) Senior FSN - Menber

(f) Admnistrative Cerk - Recordi ng Secretary

(2) The commttee will neet on an as-needed basis, but not
| ess than sem -annually. The conmittee is responsible for the
fol |l ow ng:

(a) Perform position managenent functions as outlined
in references (b) and (c).

(b) Review all proposed positions, actions to fill
vacanci es, and changes in duties or organizational relationships of
exi sting positions; propose classification, personnel actions or
manpower change requests to ensure that position nanagenent
criteria are net.

(c) Submt to the Oficer-in-Charge the mnutes of the
nmeeting for approval/di sapproval. The neeting mnutes wll consist
of a brief discussion of each personnel action and reconmended
action.

(d) Review requirenments for non-personal services
contracts.

(e) Conduct sem -annual review by 15 March and 15
Cct ober each year to review the relative efficiency of the use of
mlitary and civilian personnel and advise the O ficer-in-Charge on
significant matters pertaining to manning, staffing, and the
quality and quantity of authorized or projected mlitary and
civilian position requirenents. This review will include:

(1) Al recommendat i ons subm tted by t he
supervi sors;

(2) proposed changes to nanpower or personnel
pol i ci es;
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(3) any signi ficant change in manpower
utilization, deviation from approved staffing pl ans or
reor gani zati on, and recommendations for manpower revi sion

subm ssi on

(4) all proposed personnel actions involving the
creation or abolishnent of a position, redescription of duties,
pronmotion (excluding prior approved |adder progressions), or
filling of a vacancy.

(5) Annually devel op, on behalf of the Oficer-in-
Charge, consistent comand plans for inplenmenting structural
changes in the organization, prioritizing personnel staffing
actions, and nonitoring the continued validity of an optinmm
bal ance anmpbng mission requirenents, econony, efficiency of
operation and effective staff utilization.

(6) Ensure policies and procedures exist to
identify, control, and elimnate organizational fragnentation,
excessive layering or duplication, grade creep, m sassignnent, and
i mproper distribution of resources.

c. Chairman, Position Mnagenent Committee. The Chai r man,
Posi ti on Managenent Commttee is al so designated as the Comrand’ s
Position Managenent O ficer (PMO who is responsible for:

(1) Ensuring that the commttee neets as required.

(2) Conpliance with all position managenent reporting
requirenents.

(3) Docunentation of all position managenent reviews and
m nutes of comm ttee neetings.

(4) Ensuring that adequate docunentation agai nst position
managenent standards is provided to higher authority for approval
of all new high-grade positions and requests to fill approved hi gh-
grade positions. Reference (a) provides guidance for justification
of new hi gh-grade positions.

(5) Liaison with the U S. Enbassy Hunman Resources Ofice.

d. Departnent Heads. Departnent Heads are responsible for:

(1) Providing input to the Position Managenent Conmittee
upon request.

(2) Justifying any proposed change in staffing structure
using enclosure (1) after review ng encl osure (2).
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(3) Justifying any requested changes in mlitary, foreign
service national or non-personal services contract personnel by
submitting witten narrative addressing needs, nunbers, etc., to
t he Position Managenent O ficer for commttee action.

6. Action. Provisions of this instruction are effective
i medi ately. The Position Managenent O ficer shall ensure that the
position managenent program for this Command is carried out in
accordance with references (a) through (c).

s D

J. K. BATRD

Di stribution:
List E
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POSI T1 ON_MANAGEMENT REVI EW JUSTI FI CATI ON FORM

1. ldentify type of personnel action requested (i.e., upgrades;
organi zation restructuring; new position, etc.)

2. What is the justification for the personnel action? (i.e.,
i ncreased progranmatic responsibilities; organizational efficiency;
etc.) (Attach any supporting references)

3. Wat is the inpact of proposed personnel action on the
or gani zati on and/ or personnel ?

4. |s the proposed action part of a series of actions?
(ldentify long range pl ans).

Encl osure (1)
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POSI TI ON CRI TERI A CHECK LI ST

Yes No

Posi tion Managenent:

N A

Is this position identified on approved
NMRCD or gani zation chart/staffing

pl an?

Comrent s:

s the position an: Upgrade __
Downgrade

Is the position identified as funded on
approved NVRCD staffing plan?
Comment s:

Approved Di sapproved

Are functions of this position currently
bei ng perfornmed by anot her position
(either mlitary or civilian)?

Comment s:

Can the work perfornmed in this position
be absorbed by anot her position wthout
serious danage to essential functions?
Comment s:

If this is a supervisory position, is
the Navy’'s goal of a 1:7 supervisory to
non- supervi sory ration being nmet?
ldentify ratio:
Comrent s:

Encl osure (2)
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Criteria To Consider When Setting
Up A New Position Or Filling a Vacancy

These criteria apply when changing the work of a position,
reestablishing an inactive position, or taking any other action
involving one or more positions in an organization segment.

1. The position is needed

a. It helps accomplish current activity objectives.

b. The current and projected workload clearly support setting
it up or continuing it.

c. It represents the best use of available funds or is
important enough to support a request for additional funds.

2. The position is sound from the standpoint of economy and
effectiveness

a. It fits satisfactorily into the present or anticipated
workflow.

b. The work cannot be absorbed by other positions without

serious damage to essential functions, nor can it be performed more
economically or effectively by introducing a labour-saving device.
Suitable arrangements cannot be made to shift any sporadic or
seasonal work to other positions.

c. It is supervisory, the segment supervised cannot be merged
with another without seriously interfering with mission
accomplishment.

d. If it is supervisory, it reflects a reasonably broad span
of control at least three substantive personnel (performing the
line work of the segment) are supervised at the first level, and
many more when subordinates require little attention, policies and
procedures are well established, and the workload is stable. At
higher levels a minimum of three segments are supervised.

e. If it is a full-time 1line assistant, it 1is not being
established primarily for continuity. The supervisory workload

2 Enclosure (2)
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is too much for one person or the superior is frequently away for
extended periods and the line assistant must make major decisions
in his absence. Such responsibility cannot be assigned on a part
time or rotating basis to other personnel.

f. If it is a support or service position, it does not removed
some of this work from other positions without good reason.
(Furnishing backup to a higher-level employee in his absence is not
normally such a reason).

g. If the position is that of a team leader or group leader,
there 1is sufficient need to establish and/or support the
continuance of the position based on differences in the kind,
level, and variety of the work of the leader.

h. If both 1line and staff positions exist in the same
operational or functional area, there is a clear and definable
distinction as to assigned duties, delegated responsibility, and
are of performance relative to mission and function.

i. If a projected level of performance or program
responsibility is the basis for a current allocation and grade
level, full performance, or the assumption of such responsibility
should be realized within six months from the time of such
allocation.

J. If civilian, it does not duplicate a similar military
position. If military, it does not duplicate a similar civilian
position.

k. Special Assistant functions should be assigned to existing
line organizational ©positions rather than consolidated in

additional staff-level positions. Avoid creating new staffs and

organizations.

3. The position is sound from a personnel management viewpoint
a. Someone with a suitable qualifications can probably be

obtained within a reasonable period of time.

b. If the position is an additional one requiring scarce skill
of a particular type (and therefore posing a requirement problem

3 Enclosure (2)
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for the activity), this 1is because operational needs permit no
alternative.

c. Any specialized training called for can be arranged.
d. A position should not be established solely or principally
to provide a military supervisor over military nor to provide a

civilian supervisor over civilian positions.

4. The position is sound from a motivational wviewpoint

a. It is not unduly narrow. It provides reasonable opportunity
for Job satisfaction 1in terms of achievement and reasonable
performance.

b. If it is an entry or low-level position, it is not dead-end;
it provides reasonable opportunity to progress to higher level
work.

c. If it is supervisory, it is more that of a true manager

(goalsetter, planner, developer of people, etc) than a punisher or
superchecker.

4 Enclosure (2)
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Processing of New Position Descriptions
1. The responsible Department Head will:
a. Draft the new position description (PD) in the format

provided by the Administrative Officer. Note: The Administrative
Officer 1is the primary point of contact concerning position
descriptions and can provide valuable advice concerning necessary
qualifications, training requirements, likely classification, etc.

b. Submit the draft PD to the Administrative Officer

2. The Administrative Officer will:

a. Have the new PD typed in final form

b. Submit the new PD to the Personnel Management Committee for
review.
3. The Personnel Management Committee will:

a. Review the new PD for conformity to the overall

organizational plan at NMRCD, consistency with other similar
positions, and availability of funding in the appropriate work
unit.

b. If changes are recommended, those changes will Dbe
recommended to the Department Head via the Administrative officer.

c. If the PD is acceptable as written, the Position Management
Committee will submit it to the Embassy Personnel Office, via the

Administrative Officer, for classification.

4. The Comptroller will:

a. Determine the availability of funding in the appropriate
program element and notify the Administrative Officer of
availability or an alternative recommendation.

5. Following Approval of the recommendation of the Position
Management Committee by the Commanding Officer, the Administrative

Officer will:

Enclosure (3)
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a. In conference with the Department Head, request that the
Embassy Human Resources Office advertise the position.

2 Enclosure (3)



